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RESOLUTION
 SEQ CHAPTER \h \r 1A Sociotechnical Systems

Learning Approach Designed To

Develop Social Interaction Processes 
That Enable Team Members 
to Resolve Conflict
	 SEQ CHAPTER \h \r 1OVERVIEW


 SEQ CHAPTER \h \r 1PURPOSE

This WS learning approach will begin the process of helping coaches, facilitators and team members develop the knowledge, skills and abilities essential to enabling their team to explore the social interaction processes essential to resolving individual differences and conflict. 

INTRODUCTION

The American Management Association sponsored a survey of managerial interests in conflict management.  Their responses strongly suggest that conflict is still a topic of importance.  The survey summary found:

· Managers spend about 24 percent of their time dealing with conflict;

· They rate conflict management as a topic of equal or slightly higher importance than planning, communication, motivation and decision-making;

· Their interests in the sources of conflict emphasize psychological factors such as misunderstanding, communication failure, personality clashes and value differences;

· They feel the conflict level in their organization is about right—not too low or too high.  These managers also revealed what they considered to be the principle causes of conflict within organizations:

·  SEQ CHAPTER \h \r 1Misunderstanding (communication failures);

· Personality clashes;

· Value and goal differences;

· Substandard work;

· Differences over methods of work;

· Responsibility issues;

· Authority issues;

· Frustration and irritability;

· Competition for limited resources;

· Noncompliance with rules and policies.

	 SEQ CHAPTER \h \r 1DISCOVERY AND AWARENESS


 SEQ CHAPTER \h \r 1Most leaders look upon conflict as a negative experience.  This is the key to the problems.  We should take pains to see that conflict is a creative and positive occurrence; otherwise, we must recognize the destructive nature of conflict carried too far, too long.  It can:
· Divert energy from the real task;

· Destroy morale;

· Polarize individuals and teams;

· Deepen differences;

· Obstruct cooperative action;

· Create suspicion and distrust;

· Decrease productivity.
But the list of positive and creative values inherent in conflict is equally long.  Conflict can:

· Create openness;

· Open up an issue in a direct and confronting manner;

· Put the issue on the table for discussion;

· Develop clarification of an issue;

· Avoid hidden agendas and parking lot evaluations;

·  SEQ CHAPTER \h \r 1Improve problem-solving timing;

· Generate energy, enthusiasm and excitement;

· Increase involvement, participation;

· Provide more spontaneity and authenticity in communication;

· Initiate growth and development;

· Strengthen a relationship; 

· Increase productivity.

Parties to conflict, for the most part, find themselves in one (or more) of four areas of disagreement:

· Facts (the present situation);

· Processes, Methods (the best way to achieve our goals);

· Goals (how we want things to be);

· Values (long-term beliefs and qualities we support).
Generally, it is easiest to resolve differences over facts and most difficult to settle differences over values.  

	 SEQ CHAPTER \h \r 1CONFLICT-RESOLUTION STRATEGIES
Three Basic Choices—Flight, Fight, or Freeze


 SEQ CHAPTER \h \r 1AVOIDANCE (Flight)
· Some people attempt to avoid conflict situations altogether or to avoid certain types of conflict.

· Although avoidance strategies do have survival value in some instances where escape is possible, they usually do not provide the individual with a high level of satisfaction.

DEFUSION (Freeze)
· This tactic is essentially a delaying action.  Defusion strategies try to cool off the situation, at least temporarily, or keep the issues so unclear that attempts at confrontation are improbable.

· Such a tactic works when delay is possible, but they typically result in feelings of dissatisfaction, anxiety about the future, and concerns about oneself.

CONFRONTATION (Fight)
· This strategy involves an actual confrontation of conflicting or differing issues or persons.  

· Such tactics are often very effective from the point of view of the successful party in the conflict.  However, for the loser the real conflict may have only just begun.

	 SEQ CHAPTER \h \r 1CONFLICT RESOLUTION SKILLS


 SEQ CHAPTER \h \r 1DIAGNOSIS:
· Diagnosing the nature of the conflict is the starting point.

· It is important to determine whether a conflict is a real or value conflict.

INITIATION:
· A second skill necessary to conflict resolution is effectiveness in initiating a confrontation.

· The most effective way to confront the other party is for the individual to state the tangible effects the conflict has on him or her and what effect they feel they are having on the other person.  This should be done by both parties.

LISTENING:
· After the confrontation has been initiated, the confronter must be capable of hearing the other’s point of view.

· Argument-provoking or judging types of responses should be avoided.  Actively listen, reflect, paraphrase or clarify the other person’s stand.

· Key Principle: “Seek first to understand; then to be understood.”

 SEQ CHAPTER \h \r 1PROBLEM-SOLVING:
· The final skill necessary to successful resolution is the use of the problem-solving processes to create consensus.

· Clarify the problem, where each party stands on the issue, generating and evaluating a number of possible solutions, deciding together (not voting) on the best solution, planning the implementation of the solution, and planning the evaluation of the solution after a specified time frame.
· Key process steps may involve:

· Get the differing views out in the open

· Assure that understanding is reached

· Supplement the basic differences or issues with additional insight and information

· Re-define where each person stands

· Identify criteria for resolution

· Explore alternatives and consequences

· Select and reach new agreement

· If unable to resolve, solicit additional information while repeating process
· Key Principles:  Conflicts come from differences.  Differences are essential to synergy.  Synergy produces creative solutions required by conflicting views.  This cycle requires processes that both enable us to share our differing views without judgment and our ability to openly hear differing and opposing views without responding defensively and allowing them to influence our opinion.


	 SEQ CHAPTER \h \r 1RESOLVING TEAM CONFLICTS
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As a coach, mentor or facilitator, one of your responsibilities will be to help teams build processes that enable them to constructively handle team conflicts.  Conflicts are inevitable in any team at some point in time.  Work pressures, personality differences, and differences in expectations all may be factors leading to team conflict.


Conflict can produce both positive and negative outcomes.  In many cases team conflict suggests that members care, that they are working hard, and that they are striving to meet their goal.  Thus, conflict elicits dynamic interchanges that may yield highly productive results.


Conflict can be unhealthy; however, if it is unresolved and if it takes the form of personality clashes.  Managing conflict becomes critical.  A team facilitator must acknowledge that a conflict exists and involve the team in cooperative problem-solving efforts.  The more quickly a team facilitator acts, the better chance she/he has of converting the energy generated through anger into very productive channels.

	 SEQ CHAPTER \h \r 1RESOLVING CONFLICTS
Key Process Steps for Developing Teams


 SEQ CHAPTER \h \r 1Acknowledge the conflict and

suggest a cooperative approach

to resolve it

Sometimes there is a tendency to brush aside a conflict situation to get on with the task at hand.  When this happens, the conflict will usually come up again—sometimes in a more serious way.  When a team facilitator senses conflict, the best approach usually is to acknowledge that the conflict exists without placing blame or taking sides.


The next step is to recommend that the appropriate team members jointly resolve the conflict using a problem solving approach.


The team facilitator should take whatever time is needed to get the team members in a more objective, problem solving frame of mind.

Discuss the effect of the

conflict on team performance

A successful team requires that all team members work in harmony to achieve their established goals.  Often team members will disagree on specific issues.  This is normal and healthy.  It is only when their disagreement results in conflict which detracts from the joint team effort to reach their goal that a negative conflict situation exists.

 SEQ CHAPTER \h \r 1Ask the team members to identify the issues

around which the conflict was created

Often, when conflict occurs, the issues involved are distorted and blown out of proportion.  Asking the team members to first identify and then agree on the issues will help focus the discussion in the proper direction.


By focusing the discussion on specific issues, the team facilitator can hopefully steer the conversation away from personalities.

As a team, develop solutions

to resolve the conflict


Once team members agree on the issues involved the team leader can focus on developing solutions to resolve the issues.  The key is to make sure that all the members in conflict have a say in determining the solutions.  If they feel that the solutions are their own, they will be more committed to ensuring their implementation.

Ask the team to support

the solutions


By asking for support the team facilitator can determine the extent of commitment which exist towards implementing the solutions.  It is not unusual for individuals to harbor hurt feelings and it may take some time to overcome those feelings.  If the team members can at least agree to a trial period, followed up by a review, more time will be given to allow tempers to cool off.

Express your confidence in the team’s

ability to work together


When a team accomplishes its goals, there is a feeling of progress and achievement.  Disagreement is healthy in that it stimulates discussion and eventually well thought-out ideas.  Conflict is not necessarily healthy, but by successfully working through it, a team demonstrates its ability to overcome even difficult situations.

	 SEQ CHAPTER \h \r 1PERSONALITY CLASHES

AT WORK
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· Most personality-based conflicts are related to power or control.  Ask myself, what does this person threaten in or to me.

· The truth is, we clash most often with persons who are like us!!!

· There does not have to be a right and a wrong person in this conflict.



There is simply something better and greater than either side.

· Enlisting others to your side does not help; it only causes more damage.

· If this conflict can’t be resolved between yourselves, seek assistance for added objectivity. (An EAP would be an excellent choice).

· If job performance suffers as the result of this kind of conflict, expect that the facilitator and/or the team may settle the conflict not always to your liking.

	 SEQ CHAPTER \h \r 1PROFESSIONALISM AND BOUNDARIES


· Always be respectful!!

· Never talk about others unless you want it to get back to that person (and it usually does).

· Work is not the place to meet all of our needs. If it is, we risk being overly threatened by change or conflict.

· Others can and will make mistakes.  Expect it, and learn to be part of a solution, not the problem.

· Be able to admit when you make an error, and be open to discussing it.

· Feedback should be:

· Earnestly given to help person improve.

· Non-judgmental; descriptive vs. evaluative.
· As immediate as possible.
· Based on observable behavior vs. inferences of intentions.
· Limited to areas where people can change.
· Emphasizing solutions vs. problems.
· Specific rather than general.
·  SEQ CHAPTER \h \r 1Feedback guidelines should:

· Select the appropriate time and place.

· Emphasize the value of your relationship.

· Narrow down to the most important issue or two, vs. a “laundry list” of complaints.

· Describe the specific behaviors with specific examples.

· Invite the receiver to tell you what he or she heard.

· Note where you agree and/or disagree.

· Generate learnings and norms for the future.

· Guidelines for receiving feedback:

· Honestly listen, listen, and listen!

· Ensure accuracy by checking for understanding.

· Apply information where appropriate.

· Don’t argue about the feedback, just make sure it is heard and understood.

· Request suggestions for improvement.
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· Immediately describe the event in behavior terms and explain the effect on you and/or the team.

· Ask what happened and the rationale the individual used in deciding on the course of action.

· Focus on the event and the observed behaviors, not on the individual as a person.

· Help the individual take full responsibility for their actions.

· Ensure a plan is developed to deal with issues or behaviors needing corrective action.

· Encourage the individual to change or solve the issues by stating your confidence in him/her.

	 SEQ CHAPTER \h \r 1NON-COMPLIANCE CONSIDERATIONS
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· Confront dysfunctional behavior or below standard performance promptly.

· Maintain the accountability for behavior and/or performance on the individual.

· Ensure the individual understands the non-compliance behavior/performance problem.

· Focus the responsibility for corrective action on the individual.

· Gain commitment from the individual to change.

· Help or support the individual in developing an improvement plan.

· Avoid surprises.  Always inform the individual of consequences of continuing the unacceptable behavior/performance.

· Document discussions of the problem, expectations for improvement, and commitments made.

· Know when to involve appropriate resources; i.e. facilitator, human resources, EAP, other management, etc.

	 SEQ CHAPTER \h \r 1YOU & I


	 SEQ CHAPTER \h \r 1What I do that helps

you in your job:


	What I do that hinders

you in your job:



	What you do that helps

me in my job:


	What you do that hinders

me in my job:



	I will:



	Mutual Agreements:



	Follow up:

Date:__________  Time:_________  Place: ____________  Facilitator_________________
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	 SEQ CHAPTER \h \r 1“A” represents problems that can be solved by the team
	 SEQ CHAPTER \h \r 1“B” represents problems that the team can influence but cannot control.
	 SEQ CHAPTER \h \r 1“C” represents problems or forces affecting the team that are outside its influence.
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	 SEQ CHAPTER \h \r 1A PROCESS FOR STRENGTHENING THE TEAM


 SEQ CHAPTER \h \r 1What You Can Do To Help

Effective workgroups try to adopt the position that there are no problem members.


These groups look upon dysfunctional behavior that hinders their effectiveness as a group problem: a problem the group allows, or even wants, rather than the result of a “problem member.”


A person who continually introduces irrelevant ideas, for example, can only get the group off its topic if the other group members follow the lead.  Instead of calling the member the problem, the group must ask itself why it has allowed itself to get off the topic.  Perhaps the other members welcome these digressions as a way of avoiding the open conflict that might occur if they stayed on the topic.


Likewise, the person who talks too much, jokes too much, continually attacks others, or never participates.  These are signs of group problems.  The whole group needs to discuss whether it is rewarding such behavior, and ways it might go about eliminating these disruptions.


Such a group gives helpful information to its members about the impact of their actions.  But it does not analyze, dissect or work them over.


 SEQ CHAPTER \h \r 1

Raising issues and dealing with them openly, as a group, has beneficial aspects that far outweigh the temporary feelings of tension that might come with such open discussion.  It puts things out on the table, where they can be dealt with.  It clears the air.  It allows group members the opportunity to explore all the facts, rationale and feelings behind the conflict, and to make better decisions as a result.


You’ll know if your group has a problem with this “rule” when sub-groups begin holding “parking-lot meetings”—when the conflict, differences and clearly expressed ideas happen outside, in the parking lot, and not during the meeting.  That’s the time to get it back where it belongs, where it can do the group some good.


Effective groups work on conflicts as a group.

How to Handle “The Problem Person”


Someone in the group is behaving in a destructive, distracting, or otherwise counter-productive manner.  And the group allows it.  Now what?


 SEQ CHAPTER \h \r 1As a team member, you have three basic options:

1.
Ignore it.

For a short time, or in particular instances where an intervention from you would itself be counter-productive, this option may be your only reasonable course.  But for you to  retain a non-helpful stance for long—perhaps out of your own fear of confrontation—would be to retreat from your responsibility as a helpful team player.

2.
Change the person.

Whether you choose to exercise this option directly or indirectly, in private or in the group, in bluntly confrontive language or through sublime subtlety, this choice may result in a “lose-lose” outcome, for the group and for the person.  The strategy of trying to change “the other guy” is analogous to that of teams trying to solve somebody else’s problem.  It doesn’t work.


People resist being changed—from outside forces—and become defensive or withdrawn when told, in effect, “you’re not okay,” or “you are rejected.”  Too often, “change the person” strategies result only in reducing or disregarding the person’s strengths.  This, in turn, diminishes the person’s value and contribution to the group.

3.
Strengthen the group.

This will enable all the members to manage counter-productive behavior better.  Basically, this option says to the group: “It’s your job to get your job done, and to manage (cope with)  the  people  and  things that  are


problems for you.”


When you’ve chosen this way of participating, you’re confronting the members of the whole group with an opportunity to grow, from within themselves, on their own terms.  This is how it should be, a team problem.

Next step.

Now that you’ve chosen your approach, have a method ready by which the group might learn to help itself.  Keep in mind the team’s injunction to focus on the work itself, the task, and not on the personalities involved.


See the suggested process on the insert.

A Process.

There are many ways you might proceed.  Here is one method that has worked well for other groups:

I.
Ask the group whether or not they share your feeling that the group could benefit from a fresh look at “how we’re working together.”

II.
Produce the group’s own list of “ground rules” (if they have such a list), review the items and clarify that these ground rules (one person/one vote, everybody participates, etc.) represent what the members themselves want and expect from each other.


Note that while these goals are well-understood and highly desirable, it is still a difficult “growing process” for us to always measure up to such expectations.  It couldn’t  be  done  at all if  the  expectations  were too


 SEQ CHAPTER \h \r 1high or unreasonable.


But improvement and growth as a productive group is always possible so long as we’re willing to take it on directly and honestly with each other.


It helps each of us if all of us share in the goal of supporting the development of the whole group and each of its members.

III.
Each member takes a copy of the “Team Development Grid” (or a similar recording sheet of your own design).  Clarify the process below and gain agreement.

(a)
Instructions: Describe actual behavior only; no evaluative language, “shoulds” or guessing-at-motives.

(b)
List: Each person in the group fills out a separate development grid sheet for themselves.  

(c)
Exchange: When everyone is finished, exchange lists (each person collects all the lists pertaining to themselves).

(d)
Display: Each person uses flipchart size paper to make a consolidated list of all inputs directed toward him/her. These are then posted on the walls.

(e)
Clarification: Each person in turn reviews their list with the group, asking for clarification on any items they do not understand.  This is for clarification only; no reply, rebuttal, challenge or defense is allowed.

(f)
Demonstration: It should be explicitly stated that members may feel uneasy now,


 SEQ CHAPTER \h \r 1and in the next step.  Recognize, too, that not all (or any) demands on us from others have to be accepted.


Next, write at the top of a flipchart sheet:

“AGREEMENTS: For my own growth and that of the group, I will...”  Understand that this is now time for unilateral (personal) decision-making.  Write your own name on the sheet, followed by a statement of the behavior changes you yourself are willing to make.  This need not include all requests, nor must you explain why this item is agreed-to and that one is not (though you may explain your decisions if you wish).


Sit down.  It is not necessary or desirable for you to direct or otherwise “compel” members to come forward.  Adopt a supportive and helpful manner.


Some members may not come forward, and that’s okay, too.  Personal growth comes through slow internal struggle; it cannot be forced, even by the person involved, to come before its time.

(g)
Each group member in turn shares his/her own perceptions and feelings on this exercise (or to “pass,” if they wish).  Summarize at the end, adding comments on individual’s discomfort, insights, pleasant feelings, etc.

	 SEQ CHAPTER \h \r 1TEAM DEVELOPMENT GRID
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For: ______________________________











(Name)

Instructions:  Have each team member complete one of these sheets.  Then post and ask each team member to contribute their thoughts.  Use behavior-descriptive language only.   

Behavior description examples: “Keep asking for clarification when the group does something that’s not clear to you.”  Or, “Stop joking with Les while the group is working on serious business.”  Do not use evaluative, emotional-laden or vague language about “attitudes” or feelings.  (Do not say: “Be more sensitive,” or “keep being yourself,” or “stop feeling paranoid.”)
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	STOP
	KEEP
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